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Note: this document is a compilation of information contributed by US Rapid Action Consortium 
members to help organizations establish a rapid screening program. Any user of this playbook is 
responsible for compliance with all applicable laws, regulations, and rules. This guide is not legal 
advice, and organizations should verify all information and obtain any necessary legal guidance 
before implementing a rapid screening program. Genpact disclaims all liability of any type 
whatsoever for the accuracy, adequacy, or completeness of the information in this playbook.

For more information on setting up a rapid screening program or for questions about this playbook, 
contact the US Rapid Action Consortium: rapidactionconsortium@genpact.com.
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Origin story
Why rapid testing?
Scientists and experts agree that COVID-19 will not be fully eradicated anytime soon, and that rapid 
antigen testing is essential to public and workplace safety. At the start of the pandemic, before we 
had vaccines, testing was about managing illness. Today, testing enables community wellness and 
makes sure that asymptomatic cases do not cause outbreaks. Testing and vaccinations are two critical 
elements that keep people safe and should go hand in hand. 

Comprehensive, step-by-step guidelines that focus on launching, operating, and scaling a rapid antigen 
testing program, regardless of location, size, or sector have not been made available to businesses, 
until now. The US Rapid Action Consortium is creating and leading a strategy for widespread testing 
where none exists, offering frameworks, lessons learned, and guidelines to organizations across the 
country.

What is the Rapid Action Consortium?
The US Rapid Action Consortium is an expansion of a successful program led by the Creative 
Destruction Lab Rapid Screening Consortium (CDL RSC) in Canada. Since its inception, the Canadian 
Consortium has helped 1,800 members launch screening programs in 2,928 locations through which 
over 1.6 million tests have been administered. Nearly 3,000 positive cases have been identified.

The US Rapid Action Consortium includes private-sector businesses, nonprofits, academics, and 
scientists who work closely to develop, pilot, and deploy sustainable testing strategies in member 
organizations’ offices and facilities while adhering to state and local regulations. 
The Consortium is currently supporting 
screening programs in 23 locations across 
the US where over 76,000 self-administered 
tests have been performed and more than 200 
asymptomatic positive cases have been caught 
since the Consortium launched. These numbers 
increase regularly as new members (currently 
20) join and start screening programs in more
locations. The Consortium has been recognized
for its work in driving social impact by being
included on the Fortune Change the World list –
specifically because of its role in catalyzing the
private sector as a force for good to help reopen
the US economy with rapid COVID-19 testing in
the workplace.

1,690,000
tests in over

2,951
locations

You can find information about becoming a member of the Consortium at the end of this playbook.
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Mission
The Consortium’s mission is to develop a cost-effective strategy for reopening the 
economy during the COVID-19 pandemic through the support of widespread rapid antigen 
testing in US workplaces to detect and break the chain of asymptomatic spread. To achieve 
this, Consortium members regularly share learnings with each other to accelerate progress 
and develop standard operating procedures for workplace programs using rapid  
antigen tests.

Based on the Consortium’s experience setting up testing sites in more than 14 states in 
the US, the Consortium is sharing the collective knowledge it has gained so far on how to 
develop and launch a rapid screening program with public and private-sector organizations 
through this playbook.

More resources can be found on the US Rapid Action Consortium resource hub or by 
visiting RapidActionConsortium.com. To analyze the COVID-19 risks for a particular 
work site, access our risk matrix tool and input information about internal and external 
factors like local case rates and employee vaccination rates. You can see where on the risk 
spectrum your work site falls and review examples of protocols for each of the risk levels.

Screening versus diagnostic testing
Throughout this document, we will use the term ‘screening’ to refer to frequent, rapid antigen testing 
(at least twice a week) to identify people who are carrying a viral load of COVID-19 high enough to 
infect others, which can happen even if someone isn’t experiencing symptoms. A screening program is 
recommended for organizations that will have large amounts of people gathering in one place.

Diagnostic testing is used to diagnose individuals with COVID-19 using polymerase chain reaction (PCR) 
tests and takes about three days to receive results, which is not efficient for use in workplaces. 

In the next sections, we will explore the suggested test types to be used in a screening program and 
information on test frequency.
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Based on the Consortium’s experience setting up rapid screening programs, it has developed a set of 
standard protocols for organizations to follow to create a safe and effective program. Here are the 
three protocols:

Screening program 
protocols

Use rapid antigen tests over PCR tests
Organizations that are trying to keep workplaces safe require fast results so they can know within 
a matter of minutes who can enter the office and who needs to quarantine. Rapid antigen tests 
detect if someone is likely infectious with COVID-19 to help break chains of transmission and offer 
results in 15 minutes or less, minimizing potential spread. With PCR tests, results can take three 
days, at which point the virus would have already spread if an infectious person didn’t know  
to quarantine. 

Rapid antigen testing can mitigate the risks posed by asymptomatic people who don’t realize 
they are infectious because they are not showing any symptoms. However, the CDC recommends 
that rapid antigen tests are used only for screening purposes and all positive results should be 
confirmed with a follow-up PCR test1.

Lastly, antigen tests are less intrusive than PCR tests because they only require a shallow nasal 
swab, which makes the process less intimidating to participants.

Use self-administered, over-the-counter (OTC) tests
The Consortium encourages organizations to use OTC tests because they are self-administered 
and do not require costly medical oversight or a Clinical Laboratory Improvement Amendments 
(CLIA) of 1988 waiver2. The advantage of this is that it offers participants much more convenience 
and saves organizations from having to jump through the regulatory hoops of having medical 
personnel on-site to administer tests.

Also, these tests are far less expensive. Though PCR tests can cost between $60 and $250, OTC 
antigen tests typically cost less than $30.

1

2

Test at least twice a week 
Rapid antigen tests can provide up to 98% sensitivity when taken two to three times per week as 
part of a screening program. To make sure your program is effective, choose two days throughout 
the week that are 48–72 hours apart. 

Some people worry that rapid antigen tests aren’t as effective as PCR tests, but according to a 
study by the University of Massachusetts Chan Medical School, rapid antigen tests are just as 
effective for detecting infection when taken at least twice a week3. 

Keep in mind that rapid antigen testing does not replace public health measures such as 
vaccination, symptom screening, physical distancing, hand hygiene, and the use of 
face coverings.
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I. Getting started
Now that we’ve reviewed the protocols, the next phase of developing a rapid screening program is 
assembling a team of people from your organization to manage and implement the program.

Assemble a core operating team: Minimum viable roles 
and responsibilities
Assign the four roles below to individuals in your organization to carry out a successful screening 
program. You may be able to assign one person to perform the duties of multiple roles depending on 
the size of your organization. This core team will handle both the planning and implementation of the 
screening program. Make sure you have a contingency plan in place if any of the team members can no 
longer perform their duties.

Here are the four key roles:

Expanded roles and responsibilities
Larger organizations may need to add additional roles to develop and roll out the screening 
program (table 1).

Site manager

Facilities manager

Results manager

Executive sponsor

Responsible for the overall implementation 
of the screening program. Manages all 

communication between screening program 
team and internal management teams. Monitors 
overall pilot performance and reports progress 

regularly to executive stakeholders

Oversees screening site readiness, which 
includes location and setup for screening 

stations and waiting areas, traffic flow 
management, security and access control, 

sanitation and cleaning protocols, and  
waste disposal

Responsible for managing and tracking all 
testing data

A senior leader in the organization who can 
make sure the screening program is advocated 

for so that other business priorities do not 
hinder its implementation
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Table 1: Key roles and responsibilities in a rapid screening program

Role Responsibilities Approves Advises

Project lead ▪ Attending routine operations
meetings, project sponsor
meetings, and any other ad hoc
meetings relevant to this role

▪ Responsible for privacy
compliance

▪ Resource allocation
▪ Staffing plan
▪ Screening site

selection

▪ Vision, strategy, and
execution of overall
screening program
and implementation

Project 
operator

▪ Ensuring organization meets
deliverables and that they
are submitted on time and on
budget

▪ Briefing project lead and senior
stakeholders on updates to the
screening program

▪ Attending operations meetings
▪ Facilitating internal meetings,

stakeholder management, and
approvals

▪ Making recommendations for
screening site location and
implementation

▪ Testing
implementation plan

▪ Program change
requests

▪ Implementation
planning

▪ Project team
planning

Team captain ▪ Managing all screening program
operations

▪ Selecting screening program
core operating team members

▪ Developing standard operating
procedures for the screening
program

▪ Ensuring screening program
complies with all internal
policies/requirements

▪ Developing a change
management strategy

▪ Implementing the end-to-end
screening program

▪ Reporting internally on test
results

▪ Attending routine operations
meetings and screening program
implementation meetings

▪ Participant testing
schedules

▪ Internal
communication
about the screening
program

▪ Screening program
site selection

Communication 
manager

▪ Developing an internal
communications strategy

▪ Providing input on external
communications strategies

▪ Advising on the screening
program implementation
process as needed

▪ Delivering communications to
participants

▪ Attending routine operations
meetings

▪ All internal
and external
communication
regarding the
screening program

▪ External
and internal
communication
strategy
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Role Responsibilities Approves Advises

Project 
controller

▪  Managing the participant testing 
schedule

▪  Cost forecasting and management
▪  Managing the schedule of the on-

site screening program
▪  Supply management: ordering and 

distribution (testing kits, personal 
protective equipment, etc.)

▪  Screening 
program 
schedule and cost 
forecasting

▪  Screening station 
planning

 Site manager ▪  Primary liaison between the 
screening program core operating 
team and internal management 
teams

▪  Implementing change management 
strategy and communications 
strategy

▪  Managing human resource impacts 
(labor agreements, work schedules, 
workflow, etc.)

▪  Holding regular and frequent 
meetings with relevant stakeholders 
as needed

▪  Providing feedback on the progress 
and effectiveness of the screening 
program

▪  Participant 
testing schedules

▪  Participant 
engagement

▪  Operations 
feedback

Results 
manager

▪  Managing all testing data 
▪  Implementing privacy protocols
▪  Updating participants on the 

progress of the program and 
changes to the program based on 
regulatory and/or policy changes, 
for example

▪  Results tracking ▪  Data management 
▪  Testing results

Facilities 
manager

▪  Overseeing screening site readiness
▪  Setting up screening stations and 

waiting areas
▪  Traffic flow management
▪  Security and access control 
▪  Sanitation and cleaning protocols
▪  Waste disposal

▪  Screening station 
and waiting area 
locations

▪  Access control to 
testing location 
(if applicable)

▪  Storage and 
Inventory 
management of 
test kits

Human 
resources 
business 
partner

▪  Identifying ambassadors and 
stakeholders

▪  Advising on change management 
and communications strategies

▪  Managing any HR-related matters 
such as union agreements and 
scheduling

▪  Attestation 
documents 

▪  Testing policies
▪  Changes to 

testing policies

▪  Testing policy

COVID-19 
screening lead

▪  Overseeing the overall COVID-19 
testing strategy

▪  Primary liaison between the 
core operating team and internal 
management on health and safety 
for protocols including positive 
results
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II. Planning
When your organization has onboarded the core 
operating team, it can begin the planning phase 
of the project.

The core operating team can start to develop 
the screening program under the direction of 
the executive sponsor and project lead. Each 
person can take on tasks related to their areas 
of expertise and role in the program. You may 
need to create additional plans or take more 
steps than the 11 outlined below, based on your 
organization’s unique characteristics.

1. Complete a preliminary 
overview of the project 
schedule
As you start developing the screening program, 
establish key milestones that illustrate to 
stakeholders a clear path for deliverables, 
roles and responsibilities, and an estimated 
program launch date. Use this schedule to get 
stakeholder approval and buy-in for launching 
your program. 

To create a project schedule, Consortium 
members have had success using Microsoft 
Projects, but if your organization does not have 
access to this program, you can use Microsoft 
Excel or a similar spreadsheet program as 
an alternative.

2. Conduct a location and 
participant assessment
Consider starting with a pilot phase before 
launching your screening program, especially if 
your organization has more than 100 people. A 
pilot program offers you a practice run so you 
can address any issues with the program before 
the official one launches.

But first, conduct a location and participant 
assessment to determine which location(s) will 
administer tests and who should participate 

in the pilot. Later, we’ll discuss whether 
organizations should opt for an on-site screening 
program or allow participants to test from home. 

Here are some considerations to keep in mind 
when performing a location and participant 
assessment for a pilot program:

▪     Participants to include: consider who 
should be included in your pilot program. If 
your organization has employees working 
remotely, including them in the pilot could 
serve as a good opportunity to test having 
more people back in the office. Another 
reason to include remote workers is that 
the pilot should have as many participants 
as possible because, with more people 
involved, it’s easier to spot weak points 
that the program should address before the 
official launch date  

▪     Pilot location: choose a convenient location 
that poses a minimum burden to participants 
to increase participation  

▪     Implementation model: consider if rapid 
testing will be carried out at home or on-
site. If on-site, then pay careful attention to 
enabling safety measures while participants 
test and wait for results to reduce possible 
transmission if multiple participants are 
taking tests at once in the same location
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3. Confirm where
administering tests will
take place
Decide where to administer tests as early as 
possible in the planning process because this 
will impact access to test kits and whether 
your organization needs to set up a testing site. 
Consider the following components of at-home 
and in-office screening programs to help you 
decide where testing will take place.

Participants self-administer the test at home and 
report their results electronically, which offers 
the following benefits:

▪ Prevents asymptomatic transmission within
public spaces through upstream detection.
This means that you will be able to identify
infection before symptoms are present or an
outbreak occurs

▪ Provides participants with the convenience
of taking the test at home, which can also
increase participation in the program

▪ Reduces time spent away from normal job
functions, though employers will need to
make determinations about compensating
employees for testing time

▪ Enables a safer environment in offices where
there might be employees who travel often,
which increases their potential exposure
and likelihood of transmitting the virus to
colleagues

▪ Gives organizations with small offices access
to a screening program that doesn’t require a
dedicated space

Other factors to consider about at-home 
screening programs:

▪ Initially, you may want to have a member
of your organization supervise participants
using Zoom, MS Teams, and so on to
make sure they are comfortable with the
procedure and that tests are administered
properly. This may not be required for

participants who have previously taken 
part in supervised, self-administered 
screening programs

▪ Use an online form to track results by asking
participants to upload a photo of their
results. Or, have participants email their
results to the results manager to add them to
an access-restricted Excel document

▪ Shipping test kits to participants can prove
costly. Consider whether it would offset
costs to have participants pick up tests at
their office or another location

▪ If participants need assistance administering
tests or if there is a shortage of test kits,
you may need to make some form of on-site
screening available

An on-site screening program refers to the 
administration of tests outside of participants’ 
homes in a place of your choosing. Setting up 
an on-site screening program can be complex 
and require more oversight to prevent possible 
transmission while participants await test 
results, but there are also some benefits to 
testing participants on-site – here are a few:

▪ Offers advantages to large organizations,
especially when their operations include
shift work where screening can occur in
batches. However, this situation presents an
increased risk of spreading infection because
many people are brought together in a single
place when infectiousness is not known

▪ Provides more space to perform testing and
report results. You could have participants
test from a dedicated space on-site or at
their workstations so long as they are socially
distanced

▪ Delivers more control over test kit inventory
and usage (for example, it prevents
participants from giving to friends and
family) as well as the end-to-end process

▪ Offers flexible options for reporting results
because participants are not required to
submit their negative results, as is the case
with an at-home screening program. By

Home screening program

On-site screening program
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Table 2: How to select which days to test

 First day of 
screening

Option one for 
second day of 
screening

Option two for 
second day of 
screening

Monday Wednesday Thursday

Tuesday Thursday Friday

Thursday Saturday (if 
available)

Sunday (if 
available)

Wednesday Friday (if operating 
on weekends)

Saturday (if 
available)

Friday Sunday (if 
available)

Monday

using a testing administrator to observe 
how tests are delivered (and visually verify 
that employees are taking part), your 
organization can focus on reporting only 
positive and inconclusive results, subject to 
state or local reporting requirements

4. Determine test
frequency
Use the chart below to help you determine 
which days of the week to test participants that 
will allow you to test at least twice a week. 

Consider days that will suit participants’ 
schedules, but you may want to avoid Fridays 
if your organization is closed on Saturday 
and Sunday. 

Use table 2 to help you decide which days 
to test.

5. Create a
communications plan
Consider how your organization will approach 
internal and external communications about 
your screening program. Some organizations 
may only have internal requirements while 
others may also face external ones, such 
as informing clients and business partners 
about the program. Timing and the content of 
communications can have a direct impact on the 

success of your screening program, so it’s critical 
to communicate with participants about the 
need to test as well as how the testing program 
will work as early as possible.  

One of the first steps of the project kickoff is to 
communicate the project mission, approach, 
and preliminary schedule with the leadership 
team, which should include people from 
the participating business units, HR, and 
communications team. Transparency and 
open communication are important to helping 
your leadership teams understand and  
support the project, which will drive  
employee participation.

6. Create a data
management plan
Organizations need a robust data management 
plan to track positive test results so that they 
can act on them quickly and instruct participants 
to quarantine so that outbreaks don’t occur. 
Without a plan in place, someone could test 
positive and still enter the office if the correct 
team members aren’t alerted to follow up.
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7. What information
should you collect and
how?
Positive test results are the most important data 
to collect. Your organization may also need a 
process for collecting and reporting all positive 
test results to local public health authorities 
depending on local requirements. 

Requirements vary between states, cities, and 
counties, so keep this in mind as you develop 
your data submission process and reporting 
infrastructure. Some county websites have 
information related to the pandemic where 
you can find more information about reporting 
COVID-19 results along with instructions and 
forms for submitting data. Where county-level 
information is not available, states often 
provide some information about applicable 
reporting processes.  

Here are some examples of information you 
may want to collect along with test results to 
help you track who is infectious to reduce the 
likelihood of on-site outbreaks of infection. Just 
note that this list may differ depending on local 
reporting requirements.

To collect this information, many Consortium 
member organizations use an online form that 
participants fill out with their test results. If the 
result is negative, then they can enter their office 
or other on-site location. If the test is positive, 
that information is immediately sent to the 
relevant internal team. 

Microsoft tools like Excel and Forms are good 
options for managing this data easily with little 
to no upfront cost. Just make sure there are 
resources available to create the repository, 
implement the necessary data security and data 
privacy restrictions, manage the flow of data, 
create reporting, and facilitate any necessary 
reporting to government and health authorities.

For organizations with access to more funds, you 
may want to invest in a paid data management 
tool that has more end-to-end capabilities 
and can take some of the burden off internal 
teams. Reach out to the Consortium directly for 
more information about some suggested paid 
solutions.

8. How to respond to
positive test results
There should be a few levels of people who 
receive information about positive test results 
to ensure your organization can act swiftly and 
impacted participants receive instructions for 
what to do next. However, make sure you don’t 
make this team too big so that you can control 
information about a potential outbreak and 
rumors don’t spread. For instance, you could 
have a frontline manager, a facilities manager, 
and an operations manager as the three parties 
that receive alerts when the program reports a 
positive result. This team should have trained 
in applicable confidentiality and privacy 
requirements for the information entrusted 
to them.

Participant name

Contact number

Manager’s name

Employee number

Department

Testing location (at home or at work)
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You also need to have a process in place for how 
to respond when a participant tests positive. 
Here are some guidelines to follow:

▪     Immediately follow up with participants who 
test positive to instruct them not to enter an 
on-site location and to quarantine at home

▪     Let them know they need to schedule a PCR 
test to confirm the results and share steps 
for how to do so

▪     Have an internal team follow up with the 
participant to collect the results of the PCR 
test and, if positive, consider starting contact 
tracing

9. Create a waste 
management plan
For on-site screening programs, follow the 
instructions for how to dispose of used OTC 
rapid antigen tests included in the test kit. 
Instructions as of the publication of this 
document state that any positive test result 
must be treated as biohazardous waste and 
disposed of accordingly. Negative tests are not 
considered biohazardous and do not require 
special handling. However, in the interest of 
safety, most test kit instructions recommend 
that on-site testing waste is disposed of using a 
biohazardous waste process.  

You can coordinate biohazardous waste 
collection and removal with a medical waste 
service provider company if your organization 
doesn’t already partner with one. 

In most cases, the partner will provide labeled 
bags, boxes, and containers and handle the 
storage and collection of this waste.

10. Provide consent forms 
or notices to test
Research which types of notices or consent 
forms you’ll need to give participants according 
to federal and state laws and regulations. Also, 
check if your company has any policies with 
which you need to comply.  

Here are a few items that may need covering if 
you’re required to provide a consent form: 

▪     Confirmation that the participant received 
directions and training on how to conduct 
the rapid antigen test

▪     Confirmation that participants are not 
required to pay for the test kit

▪     Agreement that all time spent performing 
the at-home test (if applicable) is recorded 
and reported for payroll purposes  

▪     Agreement to report all positive test results 
to the presiding organization  

If you need to provide consent forms, have 
participants sign and date them. A legal 
professional who represents your organization 
should prepare or review them.
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III. Launching a screening program
Now that you have the details for how to get started and plan your screening program, figure 1 provides 
detailed instructions for how to roll out your screening program. Keep in mind that your organization 
may need additional steps depending on its unique conditions or requirements. After checking off each 
tile in this chart, you will be ready to launch your rapid screening program.

Figure 1: How to plan and launch a rapid screening program

Assemble a core 
operating team

Provide training to 
participants on how 

to self-administer 
tests, how to report 

results, and what 
happens if they test 

positive

Monitor progress 
and gather 
participant 

feedback to modify 
the screening 

program as needed

Launch screening 
program or pilot 

program (if 
applicable)

Conduct a location 
and participant 

assessment 

Develop a process 
for reporting 

positive antigen 
results

Monitor local 
conditions (cases) 
and guidance from 
health authorities 

to modify the 
screening program 

as needed

Confirm where 
tests will be 

administered

Create a waste 
management plan

Complete a 
preliminary 

overview of the 
project schedule

Order rapid antigen 
tests

If starting with 
a pilot program, 

transition it to a full 
screening program 
if the pilot has been 

successful

Determine who will 
be included in the 
pilot program (if 

applicable)

Provide consent 
forms or notices 

to test

Determine test 
frequency

Create a data 
management plan

Create a 
communication 

plan

11. Ordering rapid antigen
tests
OTC antigen tests are publicly available at 
local pharmacies, retailers, and online. But 
due to supply chain volatility, tests are 
becoming scarce on top of being expensive. 
To circumnavigate supply chain issues and 
save on cost, try purchasing directly from 
manufacturers or a third-party, commercial 
distributor. Even though both sources battle 

inventory shortages and delays, you may be able 
to secure tests by reaching out to multiple 
sources and being flexible on the brand of test. If 
you decide to join the Consortium, members 
receive access to preferred pricing on tests that 
bring the cost down to $10 or less.

These planning steps are based on best practices 
established by the Consortium with input from 
member organizations. For more information on 
how to develop a rapid screening program, 
consider joining the Consortium.
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IV.  More information and guidance 
Planning and launching a screening program can prove challenging and takes time and resources to 
get right. The US Rapid Action Consortium has extensive experience launching screening programs 
in member organizations’ offices and sharing feedback about how to get stakeholder buy-in, increase 
participation, track results, and more. If you need additional support in developing a screening program 
for your organization, consider becoming a member of the US Rapid Action Consortium. There is no 
cost to join the Consortium.

As a new member, you will partner with an existing member during the onboarding process to help your 
organization develop a screening program. Members are also invited to participate in weekly operations 
calls to share updates on progress and collaborate with other members and the Consortium program 
office. This weekly interaction will give you a chance to hear about other members’ experiences, ask 
questions, and get help solving challenges. 

For more information about the Consortium, or if you're interested in joining, visit the  
Rapid Action Consortium page.

Note: on November 12, 2021, the US Court of appeals granted a motion to stay OSHA's COVID-19 
Vaccination and Testing Emergency Temporary Standard (ETS), which was initially published on 
November 5, 2021, until all litigation is resolved. The ETS could impact how self-administered tests 
can or must be reported, noting that testing programs that satisfy the requirements of the ETS may 
not rely on tests that are “both self-administered and self-read unless observed by the employer or an 
authorized telehealth proctor.” This playbook has not been updated to reflect any potential changes to 
testing processes or reporting that may be required by the ETS. Once the litigation is resolved we will 
update accordingly.
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and more than 30 countries in between, we connect every dot, reimagine every process, and reinvent the ways companies work. We know 
that reimagining each step from start to finish creates better business outcomes. Whatever it is, we’ll be there with you – accelerating digital 
transformation to create bold, lasting results – because transformation happens here. Get to know us at Genpact.com and on LinkedIn, Twitter, 
YouTube, and Facebook.
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